CASE ORGANIC

Eiﬁmu qi“utormg Filling Every Cohort
with Zero Facehook Ad Spend

A 6-12 month program combining short-form video, conversion-focused landing

pages, and local SEO — resulting in sustained organic leads and fully enrolled

batches without a single paid social dollar.

W] 100% seats filled per cohort 100+ monthly organic leads

? MULTIPLE keywords in top 3




THE CHALLENGE

The Problem: Paid Ads Were Eating Margins Without Guaranteeing

Full Batches

The Gore Problem

Eduhub Tutoring faced a recurring challenge: subject-specific tutoring
cohorts were launching with empty seats, directly impacting revenue
and instructor utilization. The traditional response — Facebook and
Instagram paid ads — was becoming increasingly expensive, with
rising CPMs and declining conversion rates squeezing already thin
margins. Every cohort launch required a fresh ad spend injection, with
PRSpamntee REOuas Al avalable sRgks

didn't depend on paid social budgets to fill every batch.

ble acquisition model that

What Wasn't Working

Rising CPMs: Facebook ad costs climbed year-over-year, making each
new cohort launch more expensive than the last

Inconsistent fill rates: Paid campaigns delivered unpredictable
enrollment numbers, making staffing and scheduling difficult to plan
No organic foundation: Social presence existed but wasn't engineered
to drive trial bookings or enrollments

Local search ignored: High-intent "tutoring near me" searches were
going to competitors with optimized Google Business Profiles

Weak conversion path: Social traffic had no clear, frictionless route

from discovery to booked trial session



MARKET CONTEXT

The Opportunity: High-Intent Local Search + Social Video Discovery

The tutoring market is inherently local and intent-driven. Parents and students don't browse tutoring options casually — they search with purpose

when a need arises. Understanding this behavior was the foundation of Eduhub's organic strategy.

@_Local Search Intent

Over 46% of all Google searches have local
intent. For tutoring, queries like "math tutor
near me" or "English tutoring [suburb]"
signal a parent or student ready to book —
often within 24 hours. Capturing this traffic
through Google Business Profile and
suburb-level SEO pages puts Eduhub
directly in front of decision-makers at the

moment of highest intent.

# Short-Form Video Dominance
Short-form video (Reels, TikTok, YouTube
Shorts) drives the highest organic reach of
any content format. A well-hooked
15-second video can generate thousands of
impressions without paid boost. For
education brands, video builds trust faster
than text — showing a real tutor, a real
result, and a real student outcome in

seconds.

© Micro-Funnel Conversion

Generic landing pages convert poorly.
Single-purpose, subject-specific pages with
embedded schedulers, testimonials, and
trust signals dramatically reduce friction
from first click to booked trial. When every
element on the page serves one goal —a
booking — conversion rates climb

significantly.

@ Key insight: The combination of local SEO (capturing high-intent searchers) + social video (building awareness and trust) + conversion landing

pages (removing booking friction) creates a self-reinforcing organic acquisition engine.



STRATEGY OVERVIEW

Three Pillars: Video-First Gontent, Gonversion Creatives & Local SE0

Eduhub's organic growth strategy was built on three interconnected pillars, each designed to capture a different stage of the enrollment journey — from first

awareness to confirmed trial booking. Together, they formed a complete organic acquisition system.
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Pillar 1: Video-First Organic Content Pillar 2: Conversion Creatives & Pillar 3: Local SEO & Google Business Profile
Produced 8-12 short videos per subject (10-30 Micro-Funnels Optimized Eduhub's Google Business Profile with
seconds each), each built around a 3-second Built single-purpose landing pages for each weekly posts, review acquisition campaigns, and
hook, a clear outcome proof point, and a single subject area — Math, English, Science, etc. —each  5ccyrate NAP (Name, Address, Phone) citations
CTA. Videos were published weekly across featuring an embedded booking scheduler, across local directories. Built suburb-level landing
Instagram Reels, TikTok, and YouTube Shorts — curated testimonials, trust badges, and a clear pages targeting "tutoring in [suburb]" queries.
maximizing organic reach without paid boost. value proposition. Pages were designed to Local SEO captures high-intent leads and
Content themes included student wins, tutor eliminate decision fatigue: one goal (book a trial), significantly shortens conversion timelines —

spotlights, subject tips, and "before/after" result ~ One path, zero distractions. A/B tested headlines  parents searching "tutor near me" are often ready

stories. and CTA copy to continuously improve conversion  to hook within days.

rates.



EXECUTION

Implementation Timeline: 3 Phases Over 12 Months

Phase 1- Sprint (Weeks 0-6)

Foundation building. Creative shoot for initial video library (8-12
videos per subject). Landing page templates built and deployed
per subject. Google Business Profile audited and optimized. NAP

citations standardized. Baseline metrics captured for all KPIs.

Review acquisition process designed and launched.

Phase 3 - Optimize (Months 4-12)

Refinement and growth. A/B testing of video hooks and landing
page CTAs. Creative rotation every 4-6 weeks to prevent fatigue.
Backlink outreach and local citation building for SEO authority
gains. GBP post cadence maintained. Full analytics review and

strategy iteration based on cohort performance data.

Phase 2 - Scale (Months 2-4)

Volume and velocity. Weekly video publishing cadence established
across all platforms. Review drive campaigns activated — targeting
satisfied parents and students. Suburb-level SEO pages published
and indexed. Organic Facebook posts used for social proof and

community building. First cohort fill-rate improvements measured.

[) Protip: Phase 1is the most resource-intensive but sets the foundation for everything that follows. Don't skip the baseline measurement — without

it, you can't prove ROI or optimize effectively in Phase 3.



CREATIVE EXECUTION

Video Gontent That Gonverts: Hook, Proof, CTA

Every video in the Eduhub content library followed a strict three-part formula designed for maximum retention and action. The goal wasn't virality — it was

trial bookings. Here's how each video was structured:

The 3-Part Video Formula

0-3 seconds — The Hook: A bold claim, surprising result, or relatable pain
point that stops the scroll. Example: "Your child's math grade dropped 20%
this term — here's why."

3-20 seconds — Outcome Proof: A real result, testimonial snippet, or tutor
demonstration that builds credibility. Example: "Sarah went from a C to an
A in 6 weeks with our Year 9 Math program."

20-30 seconds — Single CTA: One clear action. Example: "Book your free
trial session — link in bio." No secondary CTAs, no brand storytelling, no

extra information.

Content Themes That Performed Best

Student win stories — Before/after grade improvements with real
(consented) student results

Tutor spotlights — Short introductions to tutors, building human
connection and trust

Subject tips — Quick study hacks or problem-solving demonstrations that
showcase expertise

FAQ responses — Answering common parent questions: "How does tutoring
work?" "How quickly will | see results?"

Cohort announcements — "Only 3 spots left in our Year 10 Chemistry batch

starting Monday"
Videos were repurposed across Instagram Reels, TikTok, and YouTube

Shorts — same content, platform-native captions and hashtags —

maximizing reach without multiplying production costs.



CONVERSION INFRASTRUCTURE

Landing Pages & Local SE0: Removing Every Friction Point

Subject-Specific Landing Pages

Each tutoring subject — Math, English, Science, Chemistry, Physics — received its own
dedicated landing page with a single purpose: convert a visitor into a booked trial
session. Pages included:

Embedded scheduler — Calendly or similar tool allowing instant trial booking without

leaving the page

Curated testimonials — 2-3 short parent or student quotes specific to that subject
Trust badges — Tutor qualifications, background checks, satisfaction guarantees
Clear value proposition — What the student gains, in plain language, above the fold
Mobile-first design — Over 70% of traffic arrived via mobile; pages were optimized
accordingly

Social Video

Local SEO & Google Business Profile

Local SEO was the highest-ROI channel for capturing ready-to-buy intent. Execution
included:

Suburb-level pages — Dedicated pages targeting "tutoring in Minto" queries across
Eduhub's service area

GBP weekly posts — Consistent posting to Google Business Profile kept the listing
active and visible in local pack results

Review acquisition — Automated post-session review requests sent to parents,
building social proof and improving local rankings

NAP consistency — Name, Address, Phone standardized across 30+ local directories
and citation sites

Local backlinks — Partnerships with schools, community centers, and local
organizations for contextual backlinks

Trial Booked Subject Landing

Every touchpoint in this flow was engineered to reduce drop-off. The video hooks curiosity, the landing page builds trust and removes friction, and the scheduler makes booking
effortless. Local SEO ensures high-intent searchers enter this flow at the highest point of purchase readiness.



RESULTS

Key Metrics: Before & After the Organic Strategy

The chart below illustrates the template structure for reporting Eduhub's results. Replace placeholder values with actual analytics data from the program period. Sources should
include Google Analytics, Google Business Profile Insights, and social platform analytics.

Batch Fill Rate & Organic Leads

120~

80

40+

Video Engagement & Local Rankings

Video View-Through... 4

Keywords in Top 3

Before Program [ After Program

Replace chart values with Eduhub's actual cohort fill rates and monthly organic lead

counts before and after the program.

CTA Click Rate

Average click-through rate on video CTAs across all

platforms — replace with actual analytics data.

T |
Batch Fill Rate (%) Organic Leads/Month

data.

GBP Reviews Gained

Total new Google reviews acquired during the program
period through structured review request campaigns.

1
0 20

Before Program [ After Program

40

Replace chart values with actual video analytics and Google Search Console ranking

Lead Cost Reduction

Estimated reduction in cost-per-lead compared to prior
paid Facebook ad campaigns — calculate using historical
ad spend data.



SOCIAL PROOF

What Parents, Students & Stakeholders Said

Replace the placeholder testimonials below with verified quotes from Eduhub's actual clients and students. Authentic social proof is one of the highest-converting

elements on landing pages and in social content.

©

Parent Testimonial — Risha Khan

“Eduhub transformed my son’s confidence in
maths. Within two months he went from
avoiding homework to volunteering answers
in class. The tutors are patient, explain
concepts with real-life examples, and the
short video lessons made revision simple
and engaging. Booking a trial was effortless
and the trial class convinced us
immediately.” — Aisha Khan, Minto, Parent of

Years 3 student

Student Success Story — Liam Patel -
Year 11 student

"Struggled with algebra and exam anxiety;
aiming for a top ATAR subject score.
Outcome: “After eight weeks with Eduhub |
improved my mock exam score from 62% to
84%. The weekly micro-lessons and
one-to-one problem sessions helped me
close gaps fast. My tutor gave me a study

pldiyéacbewi) Tollowed.™

Name: Miss. Sadia Islam — Academic Partner
and Curriculum Advisor Quote: “Eduhub’s
blend of short, outcome-focused videos and
localized student outreach is a model for
scalable tutoring. Their curriculum alignment
and data-driven feedback loops ensure
students progress measurably each term. As
an advisor, I've seen cohorts fill consistently
without paid social ads — that’s sustainable

growth.”

Best practice for collecting testimonials: Send a short, structured request 2-3 weeks after a student completes a cohort. Ask specifically about: (1) the

problem before tutoring, (2) what changed during tutoring, and (3) the measurable result. Specific testimonials convert far better than generic praise.



NEXT STEPS

Lessons Learned, Risks Managed & Your Roadmap Forward

Key Lessons from This Program

Video hooks make or break reach: The first 3 seconds determine whether a video gets
50 views or 5,000. Invest time in hook testing before scaling production.

Local SEO is a compound asset: Rankings and reviews build over time — the longer you
invest, the stronger the moat around your local market position.

Single-purpose pages outperform general ones: A Math landing page converts 2-3x
better than a generic "Our Services" page because it speaks directly to one visitor's
intent.

Consistency beats perfection: Weekly video publishing, even with modest production
quality, outperforms monthly "perfect" videos in organic reach algorithms.

Reviews are a ranking signal AND a conversion tool: Every new Google review improves

local rankings and increases landing page trust simultaneously.

Risks & How We Mitigated Them

Slow SEO lift: Mitigated with priority suburb pages, aggressive GBP optimization, and a
paid search fallback for immediate volume if needed during early months.

Platform dependency: All videos repurposed across YouTube, Instagram, and TikTok —
no single platform could disrupt the entire content strategy.

Creative fatigue: Hooks and formats refreshed every 4-6 weeks based on performance

data; underperforming videos retired and replaced.

Recommended Next Steps for Your Program

Audit your current GBP — completeness, photos, review count, and post frequency
Map your suburb-level keyword opportunities — identify top 10 service areas to target
first

Produce your first 8 video assets — 2 per subject, following the Hook - Proof > CTA
formula

Build 3 subject landing pages — start with your highest-enrollment subjects

Launch your review acquisition system — automate post-session review requests

immediately

[J Ready to replicate these results? Book a strategy call to map your organic

acquisition roadmap.


https://seomelbourne.com/seo-guides/education-seo-melbourne/

